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25 September 1963 


MEMORANDUM FOR: Chief, Personnel Security Division 

Chief s Interrogation Research Division 


THROUGH: 

SUBJECT: 


Executive Office 


Clearing of IAS Personnel 


1„ Mr. Emmett Echols called on me this date concerning 
the program for the Office of Personnel to speed up the waiting 
process into classified duties of IAS personnel. There is attached 
a study representing basic facts. I have not read this study but 
I think most of us are familiar with the problems involved. Mr. 
Echols will deal with the Medics, OTR and other components that 
have a part in the IAS processing withfview to reducing their time 
factor in order to speed up the clearance process. 

2. I advised that we would cooperate fully. There appears 
to be no issue with PSD as PSD procedures operate on the fastest 
possible basis. The problem of scheduling of polygraph interviews 
is one that has been under review by IRD and they have taken various 
steps to meet the work demand from) l at the IAS pool. 

I would suggest thaf- further consideration be given to polygraphing 
the IAS prd^jggagy cleared personnel in those cases where it 
is feasible in advance of their final clearance so that in the event 
of no derogatory investigative information they could be released 
immediately. This has been a procedure during certain periods 
with IRD and perhaps this could be worked again to the advantage 
of all. IRD will always have, however, difficulties when there are 
accelerated clerical personnel drives with a consequent ba’cklog 
developing. 



R„ L. Bannerman 
Director of Security 


Approved For Release 2002/05/01 :CIA-RDP83B00823R0001 0001 001 7-8 


CIA-RDP83B0C 


5R0001 0001 001 7-8 


Approved l^^l 


Release 2001 


PROBLEM 

1. To determine what steps can and should be taken to streamline the opera- 
tions and out the costs of the Interim Assignment Section (.LAS) of the Per- 
sonnel Office. 

BACKGROUND 

2. Purpose of LAS 

IAS and its predecessor units have existed throughout almost all of the 
Agency’s life to meet two basic personnel needs: 

a. To provide a convenient administrative device for receiving 
and processing certain new employees whose "parent" components 
lack facilities for handling their initial reception. 

b. To provide an administrative unit to receive, process, if 
necessary - hold, and then assign, clerical employees recruited 
by the Office of Personnel against known or anticipated Agency 
requirements . 

The first of these functions embraces employees recruited for- specific 
assignments but who cannot go immediately to their components after EQD be- 
cause (l) they haven't been f ully cleared, or (2) their components want thsm 
to receive clerical pre-employment training. Many of these individuals come 
to IAS on ' provisional " clearances ^cee NOTE7, but the majority who lack full 
clearances merely require medical and polygraph examinations. The principal 
categories of employees involved ore: Wage and Labor Board employees, certain 
types of junior professionals including RID analysts, and clericals laired 
against specific T/O positions. All such employees are, of course, slotted 
against component T/0 *b and their salaries while in IAS paid by their "parent" 
components. Therefore, only a tiny fraction of the cost of operating IAS is 
attributable to this portion of Its workload. 

} 

i 


NOTE : This paper uses 3 different terns in referring to the various types 
of "clearances:" 

• Fully Cleared - means that all 3 of the following procedures have been com- 

; pie ted successfully: (l) full field investigation, (2) polygraph examination, 

! and (3) medical examination. 

\ 

j Cleared - means that a full field investigation has been completed successfully 

l but the polygraph and/or medical exams remain to be completed. 

j ~ 

| Provisionally Cleared - means that same preliminary security measures have been 

! completed, but not the full field investigation , and, in almost all cases, both 

; the polygraph and medical exams also remain to be completed. 
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The second function is the familiar "clerical pool" whose members are 
hired against general Agency requirements (as determined by projecting attri- 
tion.) rather than specific slots. Thio means that untix they tire fully^ ^ 

cleared , " processed, and finally assigned, they are charged uguinow j.A^> o^oto 
and paid from IAS funds. About as often as not, they SOD with "-provisional 
clearances and rerain in the pool for substantial periods. Thus the "clerical 
pool" consumes the lion's share of the IAS budget. 


IAS Workload 

During FY '63 IAS received and processed 

UTbtSSIGHED CLERICALS ■ 

. assigned clericals 

■ - OTHER 


The average length of stay in IAS for thq 
there during FY '63 was: 



lew employees as follows: 


[employees processed 


CATEGORY 

Provisioiuilly Cleared Brrployees 
Cleared Employees 


NO. 


birU 


15 work diys 
27 wort days 


NOTE: As previously noted, "cleared” means 
~~ that a full field investigation had been 
completed by EOD. However, in virtually 
all cases, EOD occurred befor e cither 
polygraph or medical examinations wore 
completed. 


4. LAS Costs 


IAS salary costs during) FY ’63 totaled 
IAS Staff Members (12 employees) 


25X1A 

I str fluted thusly: 


Unas signed Clericals 


employees paid 


by IAS from EOD 'until assignment to a component) 


25 


nwriT. 


The per day salary cost for each clerical employee while in LIS averages 
about $17.50 (Ue., the bottom step of G5-4). This figure, which excludes 
ad.1 ” overhead" charges, will he used hereafter in computing and making cost 
comparisons for various aspects of LAS's operations. 

IAS costs for space, ccmmini cations, supplies, etc. have not been com- 
puted or included in this study. 

( 2 ) 
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NPIC "Pool" 


During FT ’63 NPIC operated a small pool for its provisionally cleared 
professional o.nrl technical employees, using their "holding' 1 period for 
technical training. This study treats all such employees as having entered 
on duty directly with their component. 

Discussion 


6 . Possible Ways to Cut LAB Costs 


There are 2 ways to reduce the costs of operating IAS: (a) cut the 
number of EOD's who go there, and/or (b) cut their average stay. Theoreti- 
cally, the number who go to IAS could be dropped to zero by the simple de- 
cision to: eliminate "provisionals;” insist on medical and polygraph exams 
prior to SOD; recruit all clericals against .specific slots; and have all 
EOD'e gc direct ly to their compone nts. This, in fact, is exactly how the 
Agency treated | new employees during FY ’ 63 . As a practical 

matter, though, we cannot extend this treatment to all employees . 


To begin with, same "provisionals" will probably always have to be 
granted. Nor would we suggest changing the present practice of sending cleri- 
cals through IAS. This practice is the product of a great deal of trial and 
error in determining the best (and cheapest!) ways to bring clericals on 
board; to assist them in finding suitable housing; to determine their most 
appropriate assignments; to acquaint then initially with Agency routines, 
basic procedures, and terminology; to assure that their skills Thatch their 
pay grades; and, generally, to prepare them for their first days of productive 
work. We believe the practice Is sound and quite defensible, even in the 
face of an airtight budget. 1 

However, some non-clericals now going through IAS could enter on duty 
directly with their components if we simply arrange their medical and poly- 
graph examinations prior to HOD. To the extent this can be done, It certainly 
appears desirable from yin /agency standpoint; but. it will have little, if an;', 
effect on the IAS budget, of course, because the salaries of such employees 
are paid by their parent components, not by IAS. 


Co — Ignoring the ebb and flow of actual numbers of parsons recruited 
each year — any real dent . in IAS's budget will luive to be made, we believe, 
by cutting the average stay there of new ECD's. This, in turn, can also be 
done in 2 ways: (a) cut the number of persons permitted to 103) or provisional 
clearances, and/or (b) telescope the tine allowed for procopsing, orientation, 
und other procedures after SOD. 


Let's examine 'separately each of these possible measures. 

7. Provisional Clearance s 25X1 A 

During FY '63, IAS entered on duty □ provisionally cleared employees 

(3) 
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who stayed In the pool an average of 18 working days longer than "cleared" 
EQD's. Using $17*50 as the averag e dally pa y of such employees, provisional 
clearances "cost" the Agency about | I in FY ' 63 , r.oct of which was borne 

by IAS. To be sure, these employees wore not idle during their waiting period. 
They were engaged in skills training* indoctrination, and some productive work. 
But it is fair to say the Government got leos than full measure for salaries 
paid. 


The justification for provisionals rests on the assertion that many 
desirable clericals, Wage and Labor Board employees, and same highly qualified 
professionals » all of whom we need - will come to CIA only if offered prompt 
employment. According to this assertion, hiring such people (and paying their 
salaries for 1=3 months while they await full clearance) reprosento a net, 
long-term gain for the Agency because by this practice we get bettor qualified 
employees at lower recruitment costs than would otherwise be true. 

Provisional clearances can be defended, of course. But it is highly 
doubtful they were needed in FY ’63 to the extent they vere used. Hiring 
"provisionals" -without tight screening controls can lead to sloppy, wasteful, 
unnecessary practices; and we suspect it is time to cliallenge same of the 
habits developed along these lines in recent years. The Recruitment Division 
should be asked to "show cause" why it cannot (at only slightly higher re- 
cruiting costs) slash provisionals, say, one-half by shifting some recruitment 
sources, altering some recruitment tactics, and just plain deferring the EOD 
of sqme candidates all tiii3 without sacrificing any essential elements of 
the recruitment program or suffering any net loss in desirable BCD’s. 

8 . Telescoping IAS Procedures 

At_least 3/4 of IAS's costs are Attributable to the processing' of 
"cleaned" BCD's, any substantial cuts in its budget will therefore have to 
be raaAe in this area - by telescoping the tine allotted such processing. 
Fortunately, -this appears to be, not only the most important area to cut, 
but also the easiest : To geT a "feeP for the problem, let's see how a 
typical' 1 clerical exrplpyee $.5 processed in LtB (TAB k) and then einunine each 
of the steps: f ■ 



EOD Procedures 
Medical Examination 
Polygraph Examination - 
Skills Testing and Training 
Indoctrination 
Orientation 

9- EOD Procedures 

EOD procedures include the oath of office; cample ting pay forms; 
security briefing; placement interviews; and counselling regarding housing, 

( 4 ) 

SESEl 
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transportation^ pay, and other matters which enable the new employee to ad- 
just to his or her new surroundings , 

EOD procedures consume the equivalent of about 2 days. 'Dio re is little 
likelihood we can -- or would want to — reduce this time very much. 


10 , Medical Examination 

Time spent awaiting medical clearances is consumed 2 ways: (a) waiting 
to be examined, and (b) waiting to be told the results of the examination. 


responsible for IAfD 


Chief of the Clerical Assignment Branch (which is 

i » claims she con forecast about £-3 months in advance 

the approximate number of employees IAS will bring on duty in any g„ven .couth, 
opd can list their names about a week before their arrival. The Director ^ of 
Personnel cun, no doubt, supply even longer -range forecasts for other BCD's. 

With this kind of advance notice, it is difficult to understand why the Mecx- 
cal Staff has much of a problem scheduling exuninations. But it does. -The 
evidence indicator, that a good many — during summer months, perliaps half — -CJ 8 
are not scheduled for medicals during their first week in IAS and, therefore, - 
wait ’until their third. Soma delays could he avoided if IAS acted earlier to 
eet appointments; not all scheduling deluye are attributable entirety- to uhe 
Medical Staff. 


Even so, the Medical Stuff should take a critical look at Its opera- 
tions and, particularly, at delays in dispositions. Affirmative dispositions 
typically take about 2 weeks from the date of examination to the date written 
approval' reaches LAS. Pisa opr ovals often take 1 to 3 

Surely the opportunity for sene very considerable oavingo can be found in 
those statistics when it is recalled that each day's delay "costs the Agency 
about $17.50 for the salary of the EOD who is waiting. 

LI , Polygraph 'Examination 

Workload forecasts for the Medical Staff are also available to polygraph 
examiners. Yet, they have an* even tougher time planning schedules. For 
example, requests on 9 September for polygraph exons would get you appoint- 
ments for 16 October. 


Fortunately, IAS has no trouble getting the results of polygraph exams »• 
they * re available 1 n about 4 hours. But even bo, during summer moutiis, 
medical clearances usually come through on BCD's faster than polygraph clean- 
shoes simply because the polygraphers full so far behind in scheduling. 

12 . Skills Tenting and 'Training 

As a general rule, clericals take skills tests after EOD, not during tho 
pre -employment period. The Chief of the* Clerical Assignment Branch says very 

(5) 
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few typists and stenographers are able to pass our skills tests the first 
try ~ about 60 $ of them need 3 weeks of skills training to do so, 20$ noed 
2 weeks, and the remaining 20 $, one week or less. 

Quite aside from the fact that employees are supposed to possers the 
skills for which they are being paid, and all this training is a great burden, 
the delays required for "refresher" training dilute much of the atmosphere 
of urgency that should, surround IAS's operations and contribute to will” 
ingnees to accept without sufficiently loud complaint the unnecessary delays 
imposed upon it by other components » 

13. Indoctrination 

OTR gives a week of unclassified "indoctrination” to all clericals during 
their second week in IAS. The course includes world geography, English usage, 
punctuation, capitalization, filing and other related subjects. 

Indoctrination is no doubt quite important. But OTR allegedly insists 
that the course Is an indivisible package and participants may not be pulled 
out of it for other processing oven though they will be available later to 
"make up" lectures missed. This insistence apparently explains why BCD’s 
who cannot bo scheduled for medical and polygraph exams their first week in 
IAS wait until at least their third. If this is true, then to the extent it 
delays the final release date of someone from IAS, OTR should ponder the 
cost — $ 17.50 per pupil per day 5 And IAS should pull participants out of 
the course if necessary for other processing, notwithstanding training 
schedules . 

14 Orientation , ' 1 . 

' * \ 

Far clericals, "Orientation" is a 3 ^ day course presented by OTR during 
the first week. after an EOD is "fully" cleared -= i.e., after results from 
both polygraph and medical exams are received. The schedule is shown in 

Annex A . . t, 

i . 

At least 1 h days of the present orientation schedule deal with un- 
classified material. By withdrawing this, adding It to the Indoctrination 
course, and condensing the latter if needs be, 2 day8 can be cut from the 
stay of each clerical in IAS. During FY ’ 63 , this move alone would have saved 
i Lericals X 2 days X $17*50 per person). 


CONCLUSIONS 

15. By cutting provisional clearances in half and reducing the average stay 
in IAS of cleared employees from 2] to 15 work days, the FY *6 3 IAS budge t 
could have been cut at least 40$ <■ 45$, a savings of well over I t off- 

set to sane extent, perhaps, by slightly higher recruiting costs). Both these 
actions could have been done, we bolieve without altering significantly any 

( 6 ) 
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current recruitment or processing practices. 

The cut in provisionals could have been achieved by making earlier con~ 
tacts at some recruitment sources j requiring greater patience among candidates 
able to defer IXDD; and, if necessary, by shifting some recruitment sources — 
i-e.j, dropping short-term schools and going after employed persona through 
broader advertising. 

TAB D shows how a 3 -week schedule would have been sufficient to process 
a "typical" clerical EOD. Extx'a time, beyond what can be taught within this 
period, is not allowed, of course, for skills training, ibiplcveos who cannot • 
pass their typing and shorthand tests (assuming these tests represent reasonable 
standards) after 3 weeks should be reduced to the proper grade until they can’J 
and should use their own tine and resources to improve their skills for this 
purpose . 

16 . The foregoing conclusions are applicable to the operation of IAS during 
any year. FY ’63 statistics are used in this paper only because they are 
freshest. IIo attempt is made to anticipate FY '64 or any future period, though 
it is recognized, of course, that PY ’64 will, most likely, witness a lower 
level of activity than FY *63 and thus an easing of scheduling difficulties 
and a smaller IAS budget. However, the basic problems discussed in this study, 
though lessened, will not disappear Just because workloads decreaso. Nor are 
they likely to yield to gentle persuasion, or to measures such as flattening 
out the seasonal bulges in IAS (though this 1 b certainly a desirable goal in 
itself! ) . No -- the problems are too closely bound up with long-standing 
habits simply to "go away." It will take direct, affirm time action to resolve 
them. 

It is recognized, also, that FY ’64 nay present same acute budget problems 
for IAS, but no special account of these has been taken in connection with our 
conclusions and recommendations. If deeper budget cuts are necessary in FY ’64 
than the study contemplates, then some "bone" will have to be removed during 
that period. However, re. would hope that IAS am be stabilized along the linos 
suggested in paragraph 15 . 

17. Finally, the obvious ne^dfl .to be stated — and underscored. Real improve- 
ment in IAS's operations requires the coordinated effort of all components 
involved in its affair s: Recruitment, Security, Medical Staff, OTP, and IAS 
itself. There is .little to gain in applying the lash to OTR, for example, if 
SGD's are delayed, in any case, awaiting polygraph examination. And there’s 

no profit in pressuring the Medical Staff to rush dispositions if IAS had 
dragged its feet making appointments for the medical exams. This whole process 
represents a perfect example of the weakest link controlling the final outcome. 
Therefore, our goal should be to assure that there is no "weakest" link. 

RBCaflSJfDATIOHS 

18. Recommend the following officials be a eked to accept as O’Ssn&inj ©pare, tins 
procedures the conclusions expressed in paragraph 15 , or to fI Ehow eaueo" vhy 
they cannot: 

Chief, Clerical Assignment Branch Director of Training 

Chief, Personnel Recruitment JJivision Chief, Medical Stuff 

_ Director of Security 

V (7) 
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TAD - A 


• InS SCHEDULE FOR CLERICAL PERSONNEL 


This is the schedule currently (September- ' 63 ) followed by a "typical" 
clerical employee recruited .^gainst general Agency requirements ( • . e . , 'un- 
do tted ) who enters on duty in IAS after a full security investigation -- 
. but before medical or polygraph extai.in.ati on. 


FIRST W EEK - Procensliig and Kxami nation 


Monday 

EOD procedures; security briefing; counselling re 
■ housing, transportation, pay, etc. 

Tuesday . 

• Skills testing; briefings on benefits and services, 
selective service, OTR, insurance, etc. 

. •« M . 

Wednesday -- 

•* ' • . ' f ' 

. ME tests ; placement interviews. . J 

Thursday — 

&. Friday -*r 

Medical. and polygraph examinations, photographed, 
for badge . • ' 

■ * .A 

SECOND WEEK - Training 


•- . OTB gives a- week of unclassified' instruction to all clericals their 2nd 
■ week in IAS. The course includes world geography; English usage; punctuation 
and capitalization; filing; ted subjects, including 'skills 

- training (typing and/or shorthand) if 'needed. 

■ . . ' \ , THIRD WEEK - Tra ining 

Skills training ' continues for those who need it, and - second geography 
session is given, Employees t who did not complete nodical and polygraph exam- 
inations the first week* do s4 now. (buri.ig r>ui.uner months ore or both of these 
exar.s is usually .delayed beyond the first week.) 

■f 

F OURTH WEEK «• Training or Work 

Ski llo training continues fox those needing it. Others ; >crforr.i un- 
classified duties. 

Firm WEIlk " Training or Wor k 

Sane as tth week- Typically, notice of an employee's full clearance 
(i.e., satisfactory completion of both n.edlcvl and polygraph exar.s) is received 
during this week. • 

SIX Hi WEEK - Orientat ion 

OTR presents a 3 / day course of classified And unclassified orientation 
topics to all clericals during their final woo* in LvE. The full schedule in 
attached us Annex A. 
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Axmzx A 


CUBICAL OBZEiJTAI’ION 
Boca -$01)1 1016 16th Stree t 


1055 

1110 

1215 

1.300 

l40Q 

1530 


Tb.g ay • 

09^5 Introduction . 

IO 55 ; Organization of CIA 

1110 , Break 

12-15 ' Security Briefly 

1300 Lunch 

1400 Telephone Techniques 

15.30 Telephone tab I (Group A 

1700 s . Telephone Lab 1 (Group B 


2 Sections} 
2 Sections ) 


Wednesday 


■ ; '.0630 - 0900 
' 0900 - 1030 
. ' -1030 - 1045 ' 

• . ' • 1045' - 1200, 
.1200 1245 

(Group - A) : 

" s 1245 •> 1445 

• , 1445 » 1500 

1500- 1700 

1 (Group -- B) : " 

1245 - 144-5 

1445 - 1500 

1500 - 170C1 


Ex&rilnation Review 
Mailing Procedures 
Break 

Correspondence Lecture 
Lunch 


Correspondence tab 
Break 

Telephone Lab II 


Telephone Lab II 
Break 

Correspondence Lab 


Th ursday 


v O830 - 1115 
1115 - 1215 
1215 - 1415 

1.415 - 1515 
1515 - 1530 
1530 - 1615 
1615 - 17CO 


Tims & Attendance Lecture and Lab 

Lunch 

Protocol 

Supplies , Equipment, and Services 
Break 

Agency Issuances 

Study Period and Written Fscumln&tion 


0830 - 0900 
oyoo - 0930 
OOP - 0945 
0945 - 1030 
1030 - 1130 


Friday 


Examination Review 
Study Period 
Break 

Pina-1 Examination 

Classification of Ilotes and Critique 
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F IRST WKTK - g^eoooing c-ad Jhgmi&stioap . ■ 

Cass go earroat ochsCul? except that radical end Polygraph Exams 
given Tuecto y cad Uetoectoy iaotedl of tlmrctoy cM Friday to allow tin 
Medical Ctoff 2 extra toys to ecnpleta "dispositions.** This shift requires 
that X£S oeteSule esssmo the vsol: before employee o EQD. 

■ V'" ’ - S? CO rTS' t.TEK «=» Trai ning < 

.v S iialXe g to> gusrsat oehjt&tXa ■ except tint instruction io aseranged into 
aivioiblo unite so tint ccpXoyoQQ ufeo mica lectures can males thca up. 

Alaop t-&5 usnla&Qified portiere c£ tin precoat orientation course •era 
included here. • • 


-- THIRD V EEK ° Training end Orientation 

f .. First 3 toyo devoted to h ks-^ up" training or TTork projoeto, last 2. 
dayo to orientation. Schedul e?, rcoursa. that Medical end Poly t pgaph 3 
wsro ecaplotod in time f or, yorr ette tr? co ta to reach 1/53 not I n ter ttoa 
T^&S5iay^cF”‘t,<i troek. ~ ~ 1 


■ ; . EfOTBs Except for the f^irot gM tin loot 2 days, the above 

schedule mist bd eer-Xatoly flexible to enable employees , 
uho cannot bo ccledulod for Medical or Polygraph Exaas 
on the 2nd, Jrd toy to be scheduled at the first 
", • ' opportunity thereafter. 

"A 
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